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Abstract 


Performance management is a key feature to evaluating overall public health performance at the agency and 
programmatic level. Public health agencies must be able to demonstrate the impacts that public health programs and 
services have on population health outcomes. Resources exist through the Public Health Accreditation Board (PHAB) to 
advance the quality and performance of public health departments. There is still a need for practical guidance in 
developing comprehensive and collaborative performance management efforts at the agency level. Collaborative 
performance management should be driven by community priorities, agency priorities, programmatic goals and 
objectives, as well as public health workforce needs. In this paper I seek to discuss and operationalize the performance 
management model within a public health agency to demonstrate collaboration with the agency’s strategic plan, health 


improvement plan and workforce development plan. Often, these plans are autonomous and should be used 


collaboratively to guide decision making and evaluate overall agency performance. 
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Introduction 


Public Health departments have been encouraged by 
accreditation standards, funding initiatives and funding 
accountability efforts to develop several agency plans that 
represent their capacity to meet the essential public 
health services through workforce structure, program 
performance and outcomes, plans for improvement, and 
their priority areas of focus for the near future. Given 
resource needs and areas of focus for each, it can often be 
difficult to create these plans and have them work in 
collaboration with one another, versus existing as 
separate plans within the agency. The Performance 
Management System is the centralized component of 
these public health agency plans working together. This 
article will describe the importance of an agency 
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performance management system, strategic plan, and 
workforce development plan and how the three can and 
should work together, all while using quality 
improvement tools to monitor progress and make 
improvements. 


In practice, performance management often means 
actively using data to improve performance, including the 
strategic use of performance standards, measures, 
progress reports, and ongoing quality improvement 
efforts to ensure an agency achieves desired results.1The 
Performance Management System (PM System) should 
consist of performance measures and indicators that 
represent how the health department is doing, the 
outcomes seen as a result of agency efforts and the 
impacts being made. The PM System “tells a story” so to 
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speak, the story of the health department. Think of a PM 
System from this perspective, the governor of your state, 
or governing body of your county, calls you as the 
administrator of the health department. They ask for a 
report or documentation that shows what you're doing 
with the 10.8 million dollars that you’re receiving each 
year and that report must demonstrate that you’re 
making an impact in the community, and that you're 
improving population health outcomes (the purpose 
behind receiving some of those funds). A_ health 
department who has a fully functioning PM System will be 
able to fulfill this request immediately. The PM System 
doesn’t need to include everything that can be measured. 
It does, however, need to include anything meaningful 
that can be measured. If the health department or public 
health agency is doing something meaningful that is 
currently not being measured, it may take some creativity 
but there is a way for it to be measured and included in 
the PM System. 


The PM System should include measures that represent 
the performance of the entire agency, agency plans and 
public health programs. The goal of a PM System is to 
monitor programmatic and agency performance as often 
as possible so that the information can be used to guide 
decision making. If an agency is reporting on measures on 
an annual basis, or in some cases, every 3-5 years, 
administration is not able to make decisions based on the 
information until after it has been reported. It is merely 
impossible to make substantial change within an agency, 
or improve performance and overall outcomes, if it is only 
being monitored annually. The PM System provides a 
centralized location to track important initiatives, allows 
for centralized reporting, and when updated and used 
correctly, allows for appropriate and timely decision 
making. If you can get accurate performance 
measurement, the data you generate will tell you where 
you are, how you are doing and where you are going. The 
key to timely decision making is in the frequency of 
reporting on performance measures and indicators. For 
measures that are updated monthly, if the results are not 
what the agency had hoped for or anticipated, it provides 
the ability to make timely operational changes based on 
current data and hope to see a change in the results (for 
the better) in the following month. If a measure is 
updated annually, there is a longer waiting period to see 
results and if the information is used to guide decision- 
making about operational activities, it would then be 
another year to see if alterations had a positive outcome. 


Throughout this article we will review how priorities 
and plans at all levels within the agency can be 
incorporated into the PM System while providing 
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program specific, strategic plan, 
workforce development examples. 


SHIP/CHIP, and 


Public Health Program Measures 


Performance Management is a systematic process 
which helps an organization achieve its mission and 
strategic goals by improving effectiveness, empowering 
employees, and streamlining decision making [1]. The PM 
System reports on what the public health agency 
determines to be important and included in the system. 
While it is important to measure progress and change 
throughout the health department, not all information 
that can be measured should be included in the PM 
System. Performance management should not be 
confused with project management. Performance 
management is the monitoring of meaningful initiatives 
and strategies that demonstrate agency value and 
outcomes. The purpose of measuring is not only to know 
how your organization is performing - but to enable it to 
perform better. For example, with an immunization 
program we may want to monitor compliance among 
children with the immunization schedule prior to 
entering K-12. As a result of administering vaccines, we 
ultimately want the outcome of zero preventable disease 
outbreaks. As an example, a public health agency is 
struggling with immunization compliance (currently 73% 
compliant) due to vaccine resistance among the 
community. The public health agency may start to see a 
vaccine-preventable outbreak occur’ within the 
community that could have been prevented with 
increased vaccine compliance. The agency may then start 
to change their outreach efforts and educational materials 
related to vaccine-preventable outbreaks in an effort to 
increase compliance rates to at least 90% in the next 12 
months. Hypothetically, the agency tries something new 
and offers town-hall events. The Epidemiologist and 
County Health Officer host the events and discuss the 
importance of vaccines, herd immunity, evidence-based 
practices and statistics, and potential public health risks if 
the community is not compliant with the recommended 
vaccine schedule. As a result of new programmatic efforts 
and continuous monitoring with the PM System, the 
immunization compliance rate increased from 73% to 
81% after 6 months. The PM System helped the public 
health agency to determine that new programmatic 
efforts were successful in helping to make progress 
toward their goal. Based on this information, if the agency 
continues to offer the town-hall events in additional areas 
of the county (or state), they should continue to increase 
the immunization compliance rate. 
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While immunization compliance rates are an important 
and valuable performance measure to monitor, not all 
programmatic functions may be a priority-measure for 
the PM System. As an example, let’s look at functions 
within Vital Statistics. Vital Statistics within a public 
health agency is crucial to understanding the population 
served. Data that is collected and monitored is often used 
to report on a state or county’s population health status, 
life expectancy, infant mortality, etc. Another function of 
Vital Statistics may be to print birth certificates. While 
this is an important function and a needed service for the 
community, measuring the number of birth certificates 
printed each month in the PM System is not necessarily a 
meaningful performance measure for the program or the 
agency. Printing birth certificates is a function that is 
considered a daily business function, business as usual. As 
long as the health department is open, this function will 
be offered. It does not mean that the function is not 
important or imperative, it is simply not a measure that 
demonstrates impact. However, in this example Vital 
Statistics could include performance measures in the PM 
System to demonstrate effectiveness in meeting customer 
service needs. Let’s say for example, the customers from 
the community often complain about the wait time to 
receive a birth certificate. The Vital Statistics area begins 
to monitor customer wait times in the PM System and 
discovers that wait times for the month were, on average, 
43 minutes per customer. As a result, a small team within 
Vital Statistics meets and uses Quality Improvement (QI) 
tools to determine what steps within the current process 
could be altered to make the process more efficient and 
decrease customer wait times. The team decides to cross- 
train staff to allow additional staff members the ability to 
serve customers who walk-in for services. One month 
after cross-training occurs, the average wait time has 
decreased to 14 minutes. The team reconvenes to discuss 
what else could be causing the delayed wait times and 
decides to offer a customer-experience survey in the 
lobby to obtain additional feedback. After administering 
the survey for 6 weeks, the team reviews results and 
notices a recommendation that was suggested multiple 
times - to have the necessary forms online for customers 
to print out and complete prior to coming to the agency. 
The Vital Statistics program posts the forms online in 
electronic format, promotes that the forms are available 
online on their web page, displays a flier in the lobby with 
the web information, and tells all customers that call in 
regarding printable birth and death certificates that forms 
can be filled out online prior to coming to decrease the 
customer’s wait time. Over a period of 8 months, the PM 
System continues to show the average customer wait time 
decrease and after the 8 months, it begins to hold steady 
around 8 minutes. Even though the program monitored 
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customer wait times in the PM System and was able to 
improve the wait time, it is important to continue 
monitoring this measure within the PM System on a 
monthly basis. If after a year or more, the wait times begin 
to increase again, the program knows within a month that 
there is a potential problem and is able to revisit the 
process to see if additional changes should be made. 


Ultimately, customer service should be a priority for 
every public health agency. All public health agencies, 
whether state or local, exist to serve the community. 
Customer service and experience should be monitored to 
some degree in all public health agency PM Systems. 
Example: Programmatic Component in Performance 
Management System - Vital Statistics 
Goal: Provide effective and efficient services to the 
community 
Objective: Decrease customer wait times by 20 minutes in 
2017 
Objective: Increase participation in Customer Satisfaction 
Survey & overall Customer Satisfaction 
Measures/Indicators: 

- # of community members served weekly at agency 

- Average wait time for receipt of birth certificate 

- Average wait time for receipt of death certificate 

-% monthly customers participating in Customer 
Satisfaction Survey 

- % of customers marking Satisfied or Above on Customer 
Satisfaction Survey 


Strategic Plan Performance Measures 


A strategic plan is a working document that allows 
agencies to focus on key public health priority areas with 
the central theme emphasizing the agency’s vision and 
mission. Strategic plan priorities will differ for each health 
department and are typically updated every 3-5 years. 
Priorities for the strategic plan are often determined by a 
team within the health department, a leadership or 
management team, not one individual - effective strategic 
planning cannot be done in a vacuum. Similar to 
performance management, the strategic plan should not 
be used for implementing typical programmatic projects 
or monitoring business as usual activities. The strategic 
plan captures areas of focus for the health department 
and demonstrates to employees and the community what 
is currently inherent in the public health agency’s 
operations. Priority areas of focus in the strategic plan 
may also include priorities identified in the State Health 
Improvement Plan (SHIP) or Community Health 
Improvement Plan (CHIP). The public health agency exists 
to serve the needs of the community and when those 
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needs are identified, plans to adjust and meet those needs 
should be done at the agency level, not on an individual 
programmatic level. Incorporating areas of focus from the 
SHIP or CHIP into the strategic plan makes sense and 
allows for integration of operations within the agency. 
The strategic areas of focus should then trickle down to 
programs or divisions within the agency, also impacting 
their operational plans. Ideally, all divisions, programs 
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and employees should be aware of the strategic plan 
priorities, their importance and understand how their 
program and position contribute to the success of the 
strategic plan. An example of a public health agency 
strategic map (overview of strategic plan priorities) can 
be seen in Figure 1 from the West Virginia Department of 
Health & Human Resources - Bureau for Public Health - 
2014-2017 Strategic Plan. 


Strategic Ma 


Administration Strategic Map: 2014-2017. 


West Virginia Department of Health and Human Resources 
Bureau for Public Health Administration 


Meet Critical Public Health Needs 
and Improve Health Outcomes 
in a Changing Environment 


Figure 1: West Virginia Department of Health and Human Resources Bureau for Public Health 


2014-2017 
Draft 
03/19/14 


Once the strategic map for the agency has been 
developed, a strategic plan with implementation plans at 
the operational level should follow. A strategic map 
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provides an overview of the priorities and the operational 
plans demonstrate how the public health agency plans to 
achieve improvements in these areas. There should be 
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strategic planning groups within the public health agency 

working on operationalizing the strategic plan. In this 

example, the WV Bureau for Public Health had five key 

areas of focus for their strategic plan: 

A. Deliver Quality Public Health Programs & Services 

B. Demonstrate Public Health Value by Achieving & 
Communicating Targeted Outcomes 

C. Recruit, Develop & Support a Competent Workforce 

D. Improve Infrastructure Effectiveness & Efficiency 

E. Develop and Foster a Performance Management & 
Quality Improvement/Strategic Effectiveness Culture 
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The sixth area of focus, Use Evidence-Based Data- 
Driven Decision Making, was meant to be cross-cutting 
and foundational to the five key focus areas. 


To provide an example of the individual strategic 
planning workgroups, working at the operational level of 
the strategic plan, the workgroup focusing on Priority 
Area C - Recruit, Develop & Support a Competent 
Workforce used the following summary document in 
(Figure 2) to track the work the group had completed. 


Forum Presentation and 
Handouts 


Performance Management & Systems Development. 2013. 


Workgroup-Products.aspx 


tivities that BPH could initiate to 


Subcommittee Reviewed? 


support employee 


Figure 2: BPH Strategic Plan Implementation - Workforce Workgroup Products. WV Bureau for Public Health - Center for 


http://www.dhhr.wv.gov/publichealthquality/BPH%20Strategic%20Plan%20Implementation/Pages/Workforce- 


y 


During the development of the strategic plan, just as 
with public health programs, it is imperative to develop 
performance measures to monitor the progress and 
success of the strategic plan. Any public health agency can 
develop a strategic map, or strategic plan, but if it is not 
being operationalized and monitored on a regular basis, 
the agency will likely not stay focused on implementation. 
Not all activities within strategic plan operational plans 
need to be included in the PM System. However, 
meaningful measures that are demonstrating impact 
should be included. An agency will likely not be working 
on addressing everything within the strategic plan at one 
time or within the same year. It is recommended to only 
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include initiatives that are currently being worked on in 
the PM System. 


Example: Strategic Plan Performance Measures - 
Workforce Workgroup Specific 

Goal: Support a Competent Workforce 

Objective: Increase workforce support structure to 
improve engagement with agency employees 
Measures/Indicators: 

- # of agency policies developed 

- # standard operating procedures developed 

- # of initiatives implemented in the agency workforce 
development plan 
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- # of leadership activities in place to increase 
engagement 

- % of employees participating in leadership engagement 
activities 


Health Improvement Plan Performance 
Measures 


The State Health Improvement Plan (SHIP) and 
Community Health Improvement Plan (CHIP) are typically 
dependent on the results of the state or local public health 
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system assessment, with the Essential Services for Public 
Health at the foundation. The system assessment helps to 
gather information on public health programs and 
services currently available, identify gaps in care and 
services, and overall, identify the needs for the population 
being served. As a public health agency, these identified 
needs should set precedence for shifting capacity and 
programmatic resources - making them planning 
priorities. Example State Health Improvement Plan 
Priorities can be seen in Figure 3. WV Department of 
Health & Human _ Resources, Health Innovations 
Collaborative - State Health Improvement Plan. 2015. 


Obesity 


Physical Activity 


Nutrition 


Type 2 Diabetes 


Hypertension 


Cardiovascular 
Disease 


Health Innovations Collaborative 
Strategic Priorities 


West Virginia 
State Health Improvement Plan 


Tobacco 


Adult Tobacco 
Utilization 


Youth Tobacco 
Utilization 


Tobacco Utilization 
During Pregnancy Abuse 


COPD & 
Associated Abuse 
Cancers 


Smokeless 
Tobacco & Other 
Nicotine Products 


Preventable Care & Avoidable Costs 
a ee 


Data/Measurable Outcomes 
a ( 


Community Engagement, Collaboration, Infrastructure 


Figure 3: Health Innovations Collaborative Strategic Priorities. 


Behavioral Health 


Mental Health 
Provider 
Availability 


Advancement & 
Coordination of 
Mental Health In- 
Home Services 


Prescription Drug 


Illegal Substance 


Neonatal 
Abstinence 
Syndrome 
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The example SHIP has three priority areas (A-C) and three 

cross-cutting areas of focus (D-F): 

A. Obesity 

B. Tobacco 

C. Behavioral Health 

D. Preventable Care & Avoidable Costs 

E. Data/Measurable Outcomes 

F. Community Engagement, 
Infrastructure 


Collaboration & 


Within the United States, health improvement plans 
and population health plans may focus on some of the 
same health factors. For example, similar areas of focus 
may include efforts focused on obesity, tobacco, 
hypertension, cardiovascular disease, and mental health. 
While priority areas may be similar across population 
health plans, the interventions being implemented will 
likely be different. Monitoring progress of activities that 
align with priorities of the SHIP/CHIP is essential to 
success. While a program may feel that their strategies 
and services will improve the population’s health with 
regard to obesity, tobacco use and behavioral health 
issues, they will never be certain that they are making an 
impact if they do not measure outcomes. It is within the 
strategies, interventions and programs in place that the 
performance measures will be derived. Again, 
performance measures should provide meaningful 
information that can be used to guide decision making. 
This would not include how many brochures are 
distributed related to tobacco programs - the only 
information this may actually provide is how much needs 
to be budgeted for printing, it doesn’t give an accurate 
estimate on program engagement. 


Example: SHIP Component within Performance 
Management System - Tobacco Priority Specific 

Goal: Reduce Adult Tobacco Utilization 

Objective: Increase engagement in tobacco cessation 
programs by 10% in 2017 

Measures/Indicators: 

- # of individuals counseled or educated 1:1 about 
tobacco cessation programs at health fairs/events 

- # participants enrolled in tobacco cessation programs 

- # of participants enrolled in tobacco cessation program 
following engagement at outreach event 

- # of unique individuals participating in the quit line (not 
# of calls to the quit line) 

-% of individuals participating in agency tobacco 
cessation programs who have stopped using tobacco 
products 

- % of individuals who remain tobacco free at 6 months 
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It is imperative to identify meaningful performance 
measures that will provide value-added information on 
program performance. Performance measures should 
provide feedback and allow the continuous monitoring of 
progress. Measuring the number of calls to the quit line 
will provide how many calls are being answered, but it 
does not provide the number of community members we 
are reaching. One member could potentially be calling ten 
times per week. We would not want to assume that all 
calls were unique participants. It is important to keep this 
mindset when determining which performance measures 


would be most useful in demonstrating reach, 
engagement and outcomes. 
Workforce Development Plan 


Performance Measures 


Public health agencies have the responsibility to 
provide the Essential Services of Public Health. In order to 
have the capacity to provide public health services to 
communities, public health agencies must have a 
competent public health workforce. Public health 
employees need to be proficient in the Core Competencies 
for Public Health Professionals in order to provide the 
essential services effectively and efficiently [2,3]. 


Workforce development planning usually starts with 
an assessment of the workforce. A Workforce 
Development Plan (WDP) is often used to implement 
targeted activities in an agency to improve the public 
health workforce in priority areas that have been 
identified as part of a workforce assessment. Components 
may include: 

- Training on Core Competencies for Public Health 

Professionals 
- Succession & Retention 
- Maintaining a Competent, Sustainable Workforce 
- Professional Development 
- Updating/Enhancing Job Descriptions to 

applicable Core Competencies 


include 


Similar to the strategic plan, the WDP has priority areas 
of focus but will also have operational plans that include 
2-3 years of activities focused on improving the 
workforce. As the agency implements the WDP, 
developing performance measures that will allow the 
agency to monitor progress of the WDP will be crucial to 
the success of the plan and supporting initiatives. These 
measures will also be a part of the PM System. In previous 
discussion we have looked at programmatic examples, 
administrative level - strategic examples, population level 
- SHIP/CHIP measures. Measures related to workforce 
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development planning should be focused on the agency’s 
workforce. 


Example: Workforce Development Component Within the 

Performance Management System 

Goal: Ensure Competent Public Health Work Force 

Objective: Increase Public Health Core Competency 

abilities among staff during 2017 

Measures/Indicators: 

- % Staff participating in Public Health Core Competency 
workforce assessment 

- # Trainings offered to staff on Public Health Core 
Competencies 

- # Staff participating in Public Health Core Competency 
training 

- # Professional Development activities implemented to 
enhance Core Competency KSA’s 

- % Staff evaluations with Public Health Core 
Competencies included in annual evaluation process 

- % Staff with Public Health Core Competencies included 
in annual work plans/goals 

- % Staff job descriptions with job specific core 
competencies included 

- % Staff with increased competency understanding after 
12 months of workforce development planning efforts 
being implemented 


Conclusion 


While each of the areas described in this article could 
have their own dedicated publication on the intricacies of 
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how to establish and implement, the goal should be to 
focus on priority information from each to develop a 
comprehensive and meaningful Performance 
Management System. I have worked with several health 
departments in the past who have a difficult time 
differentiating between project management vs. 
performance management and employee 
performance/evaluations vs. performance management. 
Performance Management when done correctly is truly a 
representation of how the agency is performing. A public 
health agency is a part of the state’s health care system 
and administratively has the ability to shift focus, 
program capacity and resources, to improve to the best of 
its ability. As areas of focus change within the community, 
as health priorities change from the health assessment, 
and as needs change with regards to the workforce, 
priorities should also change within the public health 
agency. Documenting these priorities in one place, the 
agency’s Performance Management System, is an efficient 
and effective way of monitoring all agencies programs 
and plans, and progress being made. 
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